Survey - Riding More with Less 


This survey is timed to coincide with the slower off-season, though | recognize this 
might only be true for shops located in the Northern hemisphere. | very much 
appreciate that your time is valuable, and my goal is to make this survey as easy as 
possible for you to complete. 


The survey is broken down into three general areas - shop setup & supply; repair 
services offered; and shop policies. Please feel free to collaborate with friends or 
coworkers on this. And if you would prefer to complete the survey by means of an 
online interview, contact me at the email address below. Alternately, let me know if 
you’d rather complete an online version and I'll send a link. 


If more than one credible approach is presented for resolving a given issue, | hope 
to provide sufficient reasoning to evaluate each. 


If you would like to provide photos or illustrations for this project, | would welcome 
these at 


RidingMoreWithLess@gmail.com. 
A. Shop Setup & Supply Sources 


1. Does your shop have access to professional bike repair stands and/or truing 
stands? YES Alternatively, how do you secure bike and wheels such that 
you can work on them? Periodically will true a wheel while it’s 
installed on the bike for a myriad of reasons. 

2. Do you use any homemade tools in your shop? We have a 2x4 to 
support cranks for cotter pin removal if we have to pound it. 
Alternately we’ve a cotter press tool. Any favorite modifications on 
existing tools? To help pum p one piston out at a time in hydro 
brakes, we modified an offset locking plier to have flat (soft) 
jaws. 

3. Do you re-use cables? Cable housing? Any special methods for organizing 
either? (| understand many community bike shops are already doing this, 
and | regularly do so myself; | hope to quantify for readers how common this 
practice is.) Periodically, using offcuts, and reusing only like new 
housing pieces. Used cables have to be unblemished, and no 
kinks. Usually only specialty cables are saved. Housing (coiled 
up or not) are saved in a bin, and cables coiled up also in a 
separate bin. 

4. With hub overhauls, do you re-use the bearings? Only in times of 
shortages or if it’s a specialty bearing, or if we are on a time 
crunch and if the bearing tracks show no undue wear 
( indicating that the bearings could be in good shape ). 
Otherwise we replace bearings as a point of preventative 
maintenance to prolong the life of bearing tracks in the cup 
and cone. Even popping bearing from bearing rings in older 
vintage coaster or multi speed hubs. Cartridge bearings are 
replaced. Rarely regreased unless in desperate times. 
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5. Does your shop build wheels with used spokes and/or used rims? Only have 
we ever rebuilt with used spokes in very rare circumstances. 
Used rims periodically, but there’s a disclaimer chat with the 
client about how the wheel integrity won’t be as good as it 
could be if it were new. 

6. When building or truing wheels, do you use a spoke compound? If so, what? 
Does the equation change if you are working with used spokes and/or used 
spoke nipples? Boiled linseed oil. Always. There’s lots of great 
choices of compounds, but that’s the one I’ve used the most. 

7. Feedback | received following the publication of How to Rock & Roll 
suggested some bike shops saw its emphasis on reusing parts in conflict with 
the industry’s traditional business model, which relies upon novelty for 
turnover. Does your shop sell used parts? If so, please indicate what 
proportion of your shop’s operating budget these provide for. (Here again, | 
hope to better quantify what | understand to be a common practice.) Used 
parts are a massive revenue generator, so we try to balance 
our spending on organizing used / recycling with revenues 
around sales of used parts. 

8. Does your shop have access to wholesale rates for new bikes or parts? 
Alternately, are you able to access these through intermediaries (other 
shops, connections, etc.?) We buy wholesale parts from multiple 
distributors. 

9. Describe your shop’s relationship with other shops in your area. Is yours the 
only nearby location selling used bikes? There are currently three 
community bike shops in Vancouver, and we are also a 
collective ( Vancouver Community Bike Shop Network or 
VCBN ) even though we each are independent organizations. 
Bike Kitchen is removed from the more central locations as it’s 
on UBC campus, and the only one selling used bikes in that 
region, but there are many used bike resellers, for profit 
shops, that are in Vancouver other than community bike 
shops. There doesn’t seem to be any major tension or 
animosity between those privately owned shops and 
community bike shops. But as used bikes have become more 
popular over the last decade, and as bikes donated have 
decreased in quality, the competition for decent or serviceable 
bikes is getting tighter. VCBN tends to share between shops 
large donations. 

10.Bikeshare systems are more and more ubiquitous these days, and that’s 
arguably really a good thing, but not everyone has a credit card... Does your 
shop rent bikes? If so, how does that work? We don’t rent bikes 
( insurance issues ) but we have a buy back program 

11.Has your local bike share system donated bikes or parts to your shop? How 
has that worked out? We’ve been offered bike donations from bike 
share programs, but the bike’s mechanisms and components 
can often be so extremely proprietary that we are unable to 
reuse a great many parts, or that disassembling to salvage a 


Survey - Riding More with Less 


few minor parts is so costly (staff, volunteer overhead, general 
overhead) that it becomes a financial burden on the 
organization. 


B. Repair Services Offered 


12.Component manufacturers (Suntour, Shimano, SRAM, etc.) have historically 
produced parts that are not meant to be cross-compatible. How much does 
this complicate life at your shop? Any secret mix-and-match combinations 
that work out, or does friction shifting emerge as a default? It hasn’t 
really complicated much. We’ve experimented a lot over the 
years with different combinations, but the easiest and common 
assemblies are 7 and 8 speed shifter crossovers, and friction 
shifters as the go to standby for all else. Otherwise stay on 
industry standards. The most common pitfall is trying combos 
that are ok for an experienced mechanic or rider but the 
shifting nuance can be a turnoff for less experienced riders 
who aren’t satisfied with the performance. The bike coming 
back for warranty service isn’t ideal and avoidable. There’s 
lots of really minor things like 11speed chains on 10 speed 
cassettes or 8 speed chains on much older 5 speed friction 
freewheels for example, but mostly for the above mentioned 
reasons, we try and keep to the manufacturer’s standards. 

13.Campagnolo drivetrain parts are famously rebuildable, but most other 
component manufacturers have taken the opposite approach. Has your shop 
had any success repairing and reusing ‘disposable’ drivetrain parts such as 
Shimano Rapidfire pods, STI levers, Grip Shift levers, sealed bottom bracket 
cartridges, etc.? That’s something we do when we can but it’s 
become increasingly difficult as the components age out and 
new stuff isn’t rebuildable, including Campy stuff ( they don’t 
sell replacement parts for older components anyways). Also 
considering our operation expenses we have to balance the 
Spirit of recycling and repair with how much it will cost us to 
do it. We can’t justify the cost of rebuilding a shifter for an 
hour when the resulting performance is still diminished and 
new component and labour may be the same cost as labour to 
repair. 

14.Beyond maintaining air pressure and replacing tires as necessary, what 
recommendations does your shop provide for avoiding flat tires - tube liners, 
tube sealants, thicker tubes, etc.? Extra points if you have advice for dealing 
with goathead thorns... We stick to standard advise like inflation 
pressure, regular inspections, and most of all quality tires that 
have puncture resistance features. 

15.Does your shop’s service menu include drivetrain cleaning? If so, what 
method do you use? We regularly clean all chain contact points 
like derailleur cages, pulley wheels, cassettes and chainrings, 
and for the chain we use a simple degreaser and wiping 


16. 


17. 
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technique. If it’s a restoration we may soak the chain in 
solvent baths and clean and dry, and relube. Most extreme is 
rusted antique chains that are irreplaceable that go through 
the wire wheel. 

Does your shop align or repair any damaged frames or forks? In what 
circumstances? Do you offer any frame modifications, such as adding racks 
or other storage? The frame and fork alignment service is really 
only for older steel bikes. Nothing else and only on rare 
occasions. Otherwise we see it as a stress riser and potential 
danger to the rider. Especially considering the age of the bike. 
Twenty years ago it wasn’t much of an issue, but those extra 
decades sure do a number on the bike’s material integrity. We 
can do rivnut repairs, dropout alignments, facing, chasing, 
tapping and other such modifications. 

Does your shop expend any energy attempting to free seized seatposts? If 
so, what sequence of steps would you recommend? Yes, we start with 
removing the collar bolt ( or collar lift ), pry the tube open a 
little and apply a penetrating oil. Then tap the circumference 
of the post and frame tube with a mallet. Wait and repeat and 
repeat again. I’ll even let it soak or repeat over several days. If 
still no success then we retire the attempt. The only reason | 
do this is because of all the experience with using lie, or heat 
or cold, or sawing has proven almost always to be extremely 
time consuming with poor results. | think that we could be 
more effective tackling this if we had a homemade post pulling 
jig that I’ve seen on some mechanic forums. 


18.Factors including lower operating costs and greater material scarcity can 


allow or even encourage some community bike shops to offer repair services 
which mainline bike shops might find overly time-intensive, and thus cost- 
prohibitive. These may include well-understood practices - patching inner 
tubes, for example, or booting tires - as well as less established techniques 
(attempting to straighten bent axles, or remove flat spots from rims, etc.). 
Does your shop offer services not provided by other shops in your area? If 
so, please describe. I think that the short answer here is that we 
can service the era of bike technologies that other bike shops 
find too time consuming to repair. Only because of our roster 
of salvaged bike parts that can be supplemented into the 
repair. There’s nothing really specific I can rattle off without 
going through a massive list of unique services. Ifa 
distributor doesn’t sell the part ( outdated, outmoded ) and 
can’t be order by a conventional bike shop, they tend to refer 
them to a community bike shop for repair. Those are the bikes 
we see. 


19.Any experiences to relate with regards to servicing or repairing either carbon 


fiber or bamboo bikes? If there’s any compromise in the material 
anywhere on the part, frame or fork we refuse the repair and 
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recommend either a material repair technitian/ service, or 
advise to replace . 

20.Does your shop service any electric bikes? If so, are you seeing any patterns 
emerge with regards to their maintenance? We may refuse repairs on 
bikes that have hardwired hubs. The wheel on it’s own for a 
flat repair is fine, but due to the poor quality of some of these 
bikes and motors, like bent axles, or stripped threads, or 
decaying electrical, we refuse a lot of bikes. A mid drive is 
easiest to accept for all repairs except crank and bb repairs. 
Most popular electric bikes have really poor component 
groupings, very low quality, and so we see failures in almost 
every basic component. 

21.What other technical questions should this survey be asking - which repair 
scenarios most bedevil the mechanics at your shop? 


C. Shop Policies 


22.Does your shop provide any public education on bike repair? We have 
outreach clinics of varying types periodically. Usually tailored 
to a specific event. 

23.Does your shop provide public access to shop equipment - bike tools, repair 
stands, etc.? We do but on hold since the pandemic started. Will 
online again once this becomes more manageable. 

24.What steps does your shop take to provide for an inclusive environment? 
Our staff are trained in all sorts of social justice techniques, 
anti oppressive language and non violent communication. We 
recognize that a great deal of shops are still in a spectrum of 
toxicity and aren’t inclusive enough to help the non cis dude 
crowds. Among other practices we include in our hiring, 
training, and actively pursue inclusivity in all our 
organizational operations. 

25.Please describe your shop’s policy with regards to repairing and/or selling 
mass market bikes. The lowest quality bikes that we periodically 
see usually ordered from online are assessed thoroughly and 
we have an indepth consultation with the owner about what to 
expect with usage, wear and tear and maintenance. We let 
them know what to expect with these bikes. It usually ends 
with them upgrading their bikes to something reliable / 
serviceable. We don’t sell these types of really bad quality 
bikes. 

26.How does your shop learn of product recalls? What action does your shop 
take on them?We mostly rely on our distributors’ notifications. 

27.How have your shop’s operations been affected by the Covid pandemic? We 
have reduced our occupancy for clients ( only 2 at a time ), 
we’ve closed our DIY stands and our used parts bins browsing. 
We’ve shelved a lot of in house access programs and education 
programs. We’ve made some physical arrangements such as 
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Spacing out stands, added barriers, created an intake area. 
Staff and volunteers are required to conform to our personal 
safety and health policies. 


28.For media inquiries, whom might you recommend as effective spokespersons 
or advocates for community bike shops and bike NGOs more broadly? | 
would be comfortable discussing individual repair techniques, or the writing 
process, but I lack the background to really talk about the day-to-day at 
community bike shops, and | am certain it would be more useful to refer such 
questions to those who know more. [Depending on the inquiry, my strategy 
would be to either provide the name(s) most often suggested in response to 
this question, and/or those most appropriate in terms of the location.] re 
The Bike Kitchen, myself ( senior mechanic Jesse Cooper ) and 
the shop manager Alex Alvarez 

29.Please confirm your name, email address and shop affiliation. And for 
purposes of this book, please indicate if your responses should be attributed 
anonymously. Jesse Cooper ( jessecooperO@gmail.com) senior 
mechanic, 23 years in the bike industry, and 18 years with 
community bike shops. 

30.Could this project benefit from including any other shops or NGOs in your 
area? If so, please provide contact information. Talk to Our Community 
Bikes and Kickstand in Vancouver, BC. I don’t know who would 
be best to represent them. 


Thanks again for taking the time! The survey above represents a starting point for 
this project. | look forward to working with contributors to better understand and 
explore the topics it explores. 


Please return completed surveys to me at 
RidingMoreWithLess@qmail.com. 


